1 1 
■  I 


Preparing  for  the  Future 


1 1 


1 1 


i\uV  '  9  ivyi 
M0RTi-llV£6iaMui.iUt?vSITY 


Preparing  for  the  Future 


c 

"^ 

c^F^ 

W^ffW^f 

i 

6dB 

AA 

~  I^MW 

1 

^in 

August,  1991 


The  CTA  mission,  to  provide  liigh-quaiity  transporta- 
tion service,  is  a  commitment  to  excellence.  Accom- 
plishing this  mission  will  produce  several  desired 
outcomes  —  growing  CTA  ridership,  better  air  quality, 
a  more  competitive  regional  economy,  and  an 
improved  quality  of  life  for  Chicago  area  citizens. 

The  future  ability  of  the  CTA  to  accomplish  its  mission 
is  constrained,  however,  by  funding  limitations  and 
related  factors,  and  critical  choices  must  be  made  — 
not  by  the  CTA  alone,  but  with  public  and  governmental 
leadership  at  all  levels, 
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The  purpose  of  this  document  is  to  articulate  the 
goals  and  objectives  of  the  Chicago  Transit  Authority 
and  to  provide  policy  direction  to  CTA  management 
as  it  moves  CTA  toward  the  next  century.  It  attempts 
to  identify  the  key  strategic  issues  facing  CTA  and  to 
suggest  policies  and  initiatives  designed  to  deal  with 
those  issues.  In  essence,  the  document  is  intended  to 
provide  a  framework  for  CTA  in  "preparing  for  the 
future." 
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The  Chicago  Transit  Author- 
ity is  a  major  institution  in  north- 
eastern liiinois.  The  largest 
public  transportation  operator 
in  the  region  (second  largest  in 
the  U.S.A.),  it  employs  13,200, 
serves  568  million  annual  pas- 
sengers, and  has  a  combined 
operating  and  capital  budget 
of  over  $1  billion  annually. 

The  service  the  CTA  offers  is 
crucial  to  the  economic  well- 
being  and  quality-of-life  of  the 
entire  Chicago  region.  The 
CTA: 

•  Is  the  predominant  mode 
of  choice  for  dov\/ntov^/n 
employees;  if  not  available, 
the  expanding  downtown 
could  not  continue  to 
function. 

•  Is  the  only  alternative  to 
most  of  the  region's  resi- 
dents who  do  not  have 
access  to  an  automobile, 
offering  essential  mobility 
and  access  to  jobs,  shop- 
ping, and  services. 

•  Is  a  major  factor  in  achiev- 
ing regional  goals  and  new 
federal  requirements 
regarding  air  quality  and 
energy  management. 

CTA  has  several  issues  and 
concerns  that  are  key  to  its 
future  and  that  will  need 
considerable  thought  and 
attention  in  the  coming  years. 
Three  interrelated  issues  stand 
out: 


Providing  High-quality 
Service.  The  American 
marketplace  is  clearly 
moving  away  from  mass 
production  and  toward 
the  provision  of  specialty, 
high-quality  goods  and 
services  tailored  to  specific 
markets.  If  CTA  is  to  retain 
existing  riders  and  attract 
new  ones,  it  must  pay 
close  attention  to  the 
special  needs  of  its  various 
submarkets  and  provide  a 
quality  of  service  that 
meets  consumer  desires. 
Good  market  research  is 
necessary  and  a  careful 
balance  of  consumer 
values  against  service 
levels  and  service  quality  is 
required.  This  issue  also 
implies  the  development  of 
a  high-quality  workforce  at 
CTA,  able  to  deliver  high- 
quality  service. 

CTA'sRole.  CTA  has 

traditionally  viewed  its  role 
as  an  operator  of  mass 
transportation  service 
(primarily  large  buses  and 
trains).  As  discussed  above, 
the  market  is  changing 
and  this  traditional  role 
may  no  longer  be  appro- 
priate, instead  of  merely 
operating  large  buses  and 
trains,  CTA  will  consider  the 
pursuit  of  a  broader  role  in 
"managing  mobility", 
which  could  include 
"brokering"  transit  services, 
contracting  for  small 
vehicle,  paratransit-type 
services,  helping  set  up 
vanpools,  or  encouraging 
employer-provided  trans- 
portation or  subsidies. 


•  CTA's  Size.  CTA  will  con- 
tinuously have  to  address 
the  issue  of  the  amount  of 
service  it  should  provide. 
This  will  be  affected  by  the 
quality  concern  discussed 
above,  the  demand  for 
service,  the  ability  of  CTA 
to  increase  its  market 
share,  and  the  amount  of 
funding  that  is  available  to 
support  its  operational  and 
capital  needs.  One  thing  Is 
already  clear — CTA  can- 
not afford  to  continue 
operating  the  amount  of 
service  currently  provided 
without  a  substantial 
infusion  of  new  operating 
and  capital  funds,  or,  in 
the  alternative,  a  serious 
degradation  in  quality  of 
service. 

CTA  believes  that  an 
effective  and  well-regarded 
public  transportation  system  Is 
critical  if  the  City  and  the 
region  are  to  prosper.  In  this 
regard,  it  is  CTA's  intention  to 
once  again  become  the  best- 
managed  transit  system  in  the 
U.S.,  a  system  in  which  its 
riders,  employees  and  the 
public  at  large  can  take 
justifiable  pride.  These  senti- 
ments underlie  the  Mission  and 
Goals  of  CTA. 


CTA  MISSION  AND  GOALS 


The  Mission  of  tine  Chicago  Transit  Authority  is  to  provide 

high-quality  transit  service  that  meets  the  needs  of 

metropolitan  Chicago  and  positively  influences 

the  region's  development. 


GOALS 

•  To  deliver  convenient,  on-time  service  to  people  in  the  service  area 

•  To  mair~itain  ttie  hiighest  possible  standards  of  passenger  safety  and  security 

•  To  establish  sensible,  efficient  and  equitable  fares  to  generate  needed  revenue 

•  To  tailor  routes  and  schieduies  to  the  changing  travel  patterns  of  the  public 

•  To  maximize  the  CTA's  share  of  the  local  travel  market  through  a  better 
understanding  of  consumer  preferences 

•  To  enhance  communication  with  tfie  public 

•  To  coordinate  transit  v^ith  urban  development  so  that  the  region's  resources  are  used 
most  efficiently  and  environmental  quality  is  improved 

•  To  strengthen  and  stabilize  the  CTA's  financial  position  through  the  application  of 
new  technologies  or  strategies  and  the  redeployment  of  existing  resources 

•  To  enforce  the  highest  standards  of  professionalism  and  integrity 

•  To  increase  fairness  in  tiiring  and  contracting 

•  To  foster  a  working  environment  conducive  to  safety,  productivity  and  excellence 

•  To  ensure  sufficient  levels  of  basic  mobility  for  those  travelers  who,  for  whatever 
reason,  are  without  ready  access  to  a  private  automobile 


Evanston 


O'Hare 


Lake 

Michigan 


Lake  Street 

IT    t   " i 


•^i^M^N4v*«« 


Congress 

Dougl 


'        Jr 

lias  ,  I 

Opening  l| 

lale  1992- 
early   1993 

^%  (  Englewood 


Jackson 
Park 


CITY  LIMITS 


Dan  Ryan 


ABOUT  THE  CTA 


Did  you  know ... 

•  99%  of  Chicagoans  are  within 
4  blocks  of  a  bus  stop  or  rapid 
transit  station. 

•  707o  of  Chicago  households  use 
CTA  in  an  average  week 

•  27%  of  suburban  households 
served  by  CTA  use  CTA  in  an 
average  week. 

•  75%  of  the  households  that  use 
CTA  have  a  car. 

•  22%  of  CTA  passengers  have 
household  incomes  of  over 
$40,000. 

•  28%  of  CTA  passengers  have 
household  incomes  of  less  than 
$15,000. 


CTA  Rapid  Transit  System 


CTA  in  Brief 


1991    BUDGET:      Operating:      $745,700,000         Capital:      $440,000,000 


Number  of  Passenger  Trips  (1990) 

Weekday 
(millions) 


Annual 
(millions) 


Bus 

1.4 

421.1 

Rapid  Transit 

0.5 

146.3 

Paratransit  for 

Disabled  Persons 

- 

1.0 

Total 

1.9 

568.4 

Area  served  by  CTA: 

Chicago  and  37  suburbs 
Population  (1990) 


3.4  million 


Number  of: 

Employees  (1990) 

Buses 

Bus  Routes 

Bus  Stops 

Rapid  Transit  Cars 

Rapid  Transit  Routes 

Rapid  Transit  Stations 


13,200 

2,172 

133 

12,900 

1,216 

6 

143 


Miles: 

Bus  Routes 

Traveled  Per  Day  (bus) 

Rail  Routes 

Traveled  Per  Day  (rail) 


2,147 

232,000 

215 

178,100 


Fare  Restructuring 

Adopted  in  April  1990,  the 
new  CTA  fare  structure  is 
market-oriented  and  empha- 
sizes discounted  fare  incentives 
that  encourage  patrons  to  ride 
more  regularly  through  the 
pre-purchasing  of  passes  and 
tokens.  Our  goal  is  to  increase 
passenger  revenues,  while  at 
the  same  time  maintaining  or 
increasing  patronage. 

Peak-hour  fares  of  $1 .25 
were  established  for  bus,  with 
off-peak  fares  left  as  before 
($  1 .00  for  full  fare  cash  passen- 
gers). The  all-day  rail  fare  is 
equal  to  the  peak-hour  bus 
fare.  The  corresponding  full 
fare  token  price  was  reduced 
to  90  cents,  good  for  either 
mode  at  any  time.  A  new 
weekday-only  monthly  pass 
was  also  introduced. 

Initial  results  have  proven 
successful,  with  increased 
passenger  revenue  targets  met 
and  with  a  1 .5%  increase  in 
weekday  patronage.  In 
contrast,  significant  ridership 
losses  have  been  associated 
with  several  prior  fare  increases 
in  the  1980's.  The  new  con- 
sumer-based fare  structure 
shows  major  promise  for  better 
meeting  the  ridership  needs 
and  price  sensitivities  of  differ- 
ent CTA  market  segments. 


Capital  Planning  and 
Construction  Brancti 

It  will  be  critical  for  CTA  to 
both  accelerate  the  implem- 
entation of  previously  funded 
capital  projects,  as  well  as 
those  to  be  newly  funded  over 
the  next  four  years  under  the 
expanded  RTA  bonding 
program  ($1  billion  region- 
wide  over  5  years).  This  sus- 
tained capital  investment  was 
facilitated  with  the  June  1990 
consolidation  of  capital 
planning  and  construction 
functions  under  a  new,  execu- 
tive- level  branch.  Responsibil- 
ity and  authority  to  implement 
capital  projects  are  now 
strengthened  and  more 
focused,  with  added  staff  and 
clearer  lines  of  project-level 
responsibility.  This  will  enable 
the  CTA  to  efficiently  imple- 
ment the  larger  investment 
program  legislatively  autho- 
rized in  1989. 

Management  and 
Operating  Employee 
Training 

Skill  development  and 
morale-building  have  been 
the  focus  of  recently  ex- 
panded employee  training 
programs.  The  Management 
Development  and  Training 
Department,  established  in 
1988,  is  reaching  front-line  and 
middle  managers  with  innova- 
tions in  managerial  supervision 
and  staff  development,  while 
skill  development  training  is 
offered  to  the  office  and 
professional  staff.  Among 
operating  employees,  quality 
circles  are  supplemented  with 
specialized  training  designed 
to  improve  performance  and 
productivity. 


Recent  examples  are  Op- 
eration BUS  and  Red  Carpet 
Service,  which  stressed  im- 
proved bus  vehicle  mainte- 
nance and  greater  sensitivity 
and  responsiveness  to  passen- 
ger perceptions  and  needs. 

Increased  State  Funding 
Auttiority 

The  CTA,  together  with  the 
RTA  and  the  City,  has  been 
successful  in  increasing  capital 
funding  for  public  transporta- 
tion in  the  region,  and  in 
reinstating  a  reimbursement 
program  for  reduced  fores 
offered  to  senior  citizens, 
disabled  persons,  and  stu- 
dents. In  1989  the  state 
legislature: 

•  Authorized  on  increase  in 
the  RTA  debt  service  limit  to 
$500  million. 

•  Established  an  additional 
$500  million  RTA  bond 
program  for  Strategic 
Capital  Improvements. 
These  bonds  ore  funded 
with  an  increased 
appropriation  of  state 
general  fund  revenues. 

•  Reauthorized  DOT  Series  B 
Bonds  to  permit  the  state  to 
provide  matching  funds  for 
federal  capital  grants. 

•  Reinstated  the  reimburse- 
ment program  for  reduced 
fares  which,  subject  to 
annual  appropriation, 
increases  system-generated 
revenues  by  $30  million  per 
year. 


Public  Perception 

High  on  CTA's  Strategic 
Agenda  are  activities  to  en- 
hance the  public  perception 
of  the  CTA.  How  we  are  per- 
ceived by  the  general  public, 
our  passengers,  the  City,  the 
suburbs,  the  state  and  the 
nnany  institutions,  organizations 
and  community  groups  affects 
our  ability  to  attain  changes  in 
markets,  funding  and  relation- 
ships with  other  organizations. 

Key  activities  here  include 
those  that  enhance  the  day- 
to-day  delivery  of  effective, 
efficient,  high-quality  service. 

These  in  fact  make  up  much  of 
the  Internal  Agenda.  Percep- 
tion is  best  when  derived  from 
fact,  both  internally  and 
externally. 

A  public  information  pro- 
gram is  consequently  now 
underway  to  highlight  CTA's 
recent  gains.  It  will  build  on 
the  facts  of  on  improved  CTA 
and  improved  general  public 
acceptance.  By  promoting 
CTA  strengths,  and  linking  them 
to  the  quality  of  life  in  the 
Chicago  area,  the  vital  role  of 
CTA  to  the  region's  overall 
economic  health  will  be 
continually  stressed. 


RTA  Funding  Structure 

The  RTA  Reform  Act  of  1983 
largely  established  the  present 
funding  structure  for  regional 
public  transportation.  The 
most  significant  features  of  the 
Act  were  the  establishment  of 
independent  service  boards, 
now  the  CTA,  Metro,  and 
Pace,  and  the  establishment 
of  a  geographic-based  for- 
mula to  distribute  the  bulk  of 
regional  sales  taxes  to  the 
service  boards.  The  formula 
serves  to  guarantee  each 
board  a  minimum  level  of 
public  operating  funding. 

Now  eight  years  old,  the 
regional  funding  structure  is 
rapidly  getting  out  of  balance 
with  actual  funding  needs, 
Growth  in  tax  collections 
from  the  CTA's  primary  service 
area,  Chicago,  has  lagged 
seriously  behind  the  tax  dollar 
growth  of  suburban  areas.  As 
a  result,  the  proportion  of 
CTA's  total  public  funding 
requirement  met  from  formula 
funds  has  precipitously  drop- 
ped, and  is  expected  to 
continue  to  drop. 


In  contrast,  suburban  tax 
growth  rates  deliver  to  Metro 
formula  funds  in  excess  of 
operating  funding  needs  and 
almost  guarantee  Pace's 
public  funding  requirement. 

The  CTA  has  become  very 
dependent  upon  operating 
funds  that  are  allocated  at  the 
discretion  of  the  RTA  Board. 
This  increasing  dependence 
will  make  the  CTA  very  vulner- 
able within  two  or  three  years, 
when  public  funding  from  all 
sources  will  not  be  sufficient  to 
meet  projected  regional 
public  funding  requirements. 


STRATEGIC  FUNDING  INITIATIVES  SUMMARY 

To  meet  the  funding  challenges  of  the  1990's,  CTA  must  work  with  other  local, 
regional,  and  state  decision-makers  to: 

•  Address  the  grov\/ing  inadequacies  of  RTA  fornnula  fundir~ig 

•  Preserve  and  possibly  expand  the  State  Reduced  Fare  Reinnbursement  Progronn 

•  Enact  a  second  major  state-backed  capital  bond  progrann,  extending  the  1989 
bond  funding  progrann 

•  Achieve  these  funding  initiatives  by  1993 


EXTERNAL  AGENDA:    STRATEGIC  INITIATIVES 


Another  important  public 
funding  source,  the  State 
Reduced  Fare  Reimbursement 
Progrom,  is  annually  appropri- 
ated. It  has  become  vital 
in  stabilizing  CTA  fares  and  its 
continued  appropriation  is 
essential. 

The  Chicago  Transit  Board 
supports  a  rethinl<ing  of  the 
current  funding  structure,  one 
that  will  recognize  these 
principles: 

•  Public  transportation  in  the 
region  requires  a  higher 
level  of  overall  public 
funding. 

•  CTA  services,  though 
primarily  oriented  to  the  City 
of  Chicago,  serve  vital 
regional,  state,  and  national 
interests. 

•  Less  reliance  should  be 
placed  on  RTA  discretionary 
funding  to  meet  CTA 
operating  budget  needs. 

•  Formula  distribution  of 
operating  funding  should 
be  linked  to  the  projected 
demands  of  vital  transit 
services. 


PROJECTED  OPERATING  DEFICIT  COVERAGE 
FROM  RTA  FORMULA  FUNDS 
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Projections  of  ratios  of  sales  taxes  received  by  RTA  funding  formula  to  operating 
deficits  show  that  while  Metra  receives  excess  funding  and  Pace  receives  almost  its 
entire  funding  needs,  CTA  will  be  increasingly  dependent  upon  discretionary  RTA 
public  funding. 


REVENUE  SOURCES 

Anticipated  1990-2000 
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Gradually  increasing  unfunded  CTA  operating  deficits  are  anticipated,  after 
projections  of  all  system-generated  revenue  and  public  funding  are  considered. 


EXTERNAL  AGENDA:    STRATEGIC  INITIATIVES 


Capital  Investment 
Priorities 

The  CTA  suffers  from 
decades  of  deferred  capital 
irivestment.  Deferred  plus 
projected  ten  year  needs  now 
total  an  estimated  $5.8  billion. 
Even  with  the  previously 
discussed  infusion  of  new  RTA 
copital  funds,  which  about 
doubles  the  investment  of  the 
recent  past,  the  CTA  estimates 
that  less  than  $1 .0  billion 
(or  1 7%  of  need)  will  be 
invested  in  CTA  equipment 
and  facilities  between  1991 
and  1995. 

The  distribution  of  expected 
funding  sources  will  be  45% 
from  federal  grants,  34%  from 
RTA  capital  bonds,  1 1%  from 
State  of  Illinois  bonds,  and  10% 
from  discretionary  funds  in 
RTA's  Annual  Budget. 

The  added  RTA  capital 
authority  boosts  investment  in 
the  CTA  substantially  and  is  an 
encouraging  start,  but  much 
additional  effort  is  needed. 
The  $1 .0  billion  the  CTA  now 
has  for  1 99 1-1 995  must  be  at 
least  duplicated  in  the     1996- 
2000  period,  and  should 
preferably  be  doubled  to  $2.0 
billion. 

The  continued  threat  of 
reduced  federal  funding  for 
capital  investment,  which 
represents  CTA's  primary 
capital  funding  source, 
places  additional  pressure  on 
state  and  regional  funding 
programs, 


The  Chicago  Transit  Board's 
priorities  are  twofold: 

•  Retain  and  increase  federal 
participation  in  regional 
public  transportation  rein- 
vestment and  moderniza- 
tion 

•  Enact  a  follow-on  bond 
program,  with  an  accom- 
panying debt  service  capa- 
bility, that  extends  the  1989 
state-backed  bond  funding 
program 

These  priorities  are  sup- 
ported by  initiatives  to  be 
undertaken  cooperatively  by 
Board  and  staff.  They  are: 


Establish  priority  of  projects 
in  the  Capital  Plan  to  sup- 
port an  established  scope  of 
service  policy 

'  Complete  rapid  transit 
facility  engineering  evalu- 
ations to  assess  replace- 
ment needs,  options,  costs, 
and  timing 

'  Improve  programming 
criteria  to  better  capture 
quality  of  service,  productiv- 
ity, community  impact,  and 
patronage  measures 


NEEDS  VS.  PROGRAMMED 
CAPITAL  IMPROVEMENTS 
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Deferred  and  ten-year  anticipated  capital  needs  total  $5.8  billion.  The  committed 
$1  billion  five-year  regional  funding  package,  and  a  still-needed  $1.0  billion  second 
five-year  package,  would  renew  only  35%  of  CTA  s  rolling  stock,  structures  and 
facilities. 


EXTERNAL  AGENDA:   STRATEGIC  INITIATIVES 


Long-Range  Plan 
Alternatives 

A  major  question  feeing  tlie 
Chicago  Transit  Authority  is 
determining  the  best  size  and 
configuration  of  future  CTA 
service,  particularly  the  rail 
rapid  transit  system.  The  Board 
is  committed  first  to  high- 
quality  transit  service,  and  will 
scope  the  services  offered  to 
the  markets  it  can  best  serve, 
within  available  capital  invest- 
ment and  public  funding 
resources. 

The  question  of  "how  big" 
the  CTA  should  be  can  only 
be  addressed  in  consultation 
with  an  informed  public  and, 
in  particular,  informed  public 
officials  and  community 
leaders. 


To  this  end,  CTA  will  perform 
a  series  of  more  detailed 
studies  to  determine  the  range 
of  future  system  options 
—  from  an  unconstrained 
scenario  that  maximizes  CTA 
patronage  and  regional 
transportation  market  share  to 
a  severely  constrained 
scenario  derived  from  worst 
case  projections  of  public 
funding  available  for  opera- 
tions and  capital  investment. 

To  develop  these  long- 
range  service  plan  alterna- 
tives, existing  and  proposed 
services  will  be  examined  in 
further  detail  and  ranked  in 
terms  of  long-term  market 
potential  and  cost-effective- 
ness. Trade-offs  will  be  high- 
lighted in  terms  of  capital 
investment  return,  operations 
cost-effectiveness,  service 
coverage,  community  impact, 
and  related  factors. 

Once  reviewed  and  ac- 
cepted by  the  community  at 
large,  the  Long-Range  Service 
Plan  becomes  the  guide  for 
CTA  Board,  Management,  and 
employees  in  making  daily 
investment  and  operating 
decisions. 


Long-range  plan  alternatives 
shiould  also  consider: 

•  Expanding  CTA's  service 
area  (e.g.,  roil  extensions) 

•  Reverse  commuting  needs 
and  service  levels 

•  Alternate  mixes  of  corridor 
bus  and  rail  service 

•  Land-use/transportation 
relationships 

•  Interface  between  line-haul 
(rail  and  express  bus)  and 
local  access  (park'n'ride, 
feeder  bus)  modes 

•  Alternate  fuels 

•  Carrying  higher  transit 
ridership  levels  to  help 
achieve  regional  air  quality 
and  energy  conservation 
goals 

•  Coordinating  or  "brokering" 
other  group-travel  transpor- 
tation services,  both  publicly 
and  privately  provided,  as 
part  of  a  broader  overall 
concept  of  mobility  man- 
agement 


LONG-RANGE  PLAN  ELEMENTS 

Service  area  size 

Nunnber  of  routes,  stops,  ar~id  stations 

Hours  of  operation 

Minimum  levels  of  service  (schedule  frequency) 

Travel  markets  served 

Capitol  assets  to  be  expanded,  improved,  retained  or  discarded 

Multi-year  capital  improvement  need  and  public  funding  commitment 

Multi-year  operating  budget  need  and  public  funding  commitment 

Multi-year  passenger  revenue  and  fore  structure  policy 
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Productivity  and 
Quality  Improvement 

As  indicated  on  the  oppo- 
site page,  the  CTA  does  well  in 
terms  of  unit  cost  productivity 
comparisons  with  its  U.S.  peers. 
Major  strides  have  been  made 
in  terms  of  service  quality  as 
well.  An  important  measure 
of  service  delivery  —  the 
percent  of  scheduled  buses 
and  trains  operated  —  has 
improved  to  where  99.9%  of  all 
bus  and  99.8%  of  all  rapid 
transit  scheduled  service  is 
operated. 

Still,  market  and  service 
delivery  circumstances  de- 
mand additional  improve- 
ment. Today's  passenger 
expects  ever  better  quality; 
financial  management  realities 
require  top  employee  produc- 
tivity, 

CTA's  favorable  productivity 
comparison  with  its  peers  also 
reflects  its  success  over  the  last 
five  years  in  holding  operating 
cost  growth  to  less  than  infla- 
tion. Cost  containments  have 
been  enacted  over  this  time 
period  to  meet  regional  bud- 
get targets,  and  will  continue 
to  be  necessary.  Further  cost 
containment  in  some 
areas  may  be  needed  to 
cover  likely  cost  increases 
associated  with  the  Clean  Air 
and  Americans  with  Disabilities 
Acts. 


Vehiicle  Maintenance 

The  goal  of  vehicle  mainte- 
nance improvement  programs 
is  to  make  the  customer  much 
less  aware  of  maintenance 
needs  —  in  particular,  highly 
visible  or  disruptive  ones  such 
as  vehicles  disabled  while  in 
service  or  vehicles  covered 
with  graffiti.  Strategic  Initia- 
tives, which  are  largely  under- 
way, take  the  form  of: 

•  Periodic  review  and  im- 
provement of  bus  and  rail 
car  maintenance  quality, 
effectiveness  and  productiv- 
ity, stressing  preventive 
rather  than  reactive  mainte- 
nance 

•  Improvement  of  format, 
presentation,  and  timeliness 
of  critical  maintenance 
management  reports  to 
support  key  management 
decisions  at  appropriate 
levels 

•  Continued  improvements  to 
training  programs  for  basic 
skills,  quality  improvement, 
and  foreman  supervision 

•  Improvements  in  capital 
planning  of  purchases 
and  major  rehabilitation 
of  buses,  rail  cars,  mainte- 
nance garages,  terminal 
shops,  and  major 
equipment 


Facility  Maintenance 

Facilities  Maintenance  is  a 
key  factor  in  service  productiv- 
ity and  quality,  requiring 
renewed  emphasis.  Most  of 
the  CTA's  rapid  transit  facilities, 
particularly  track  and  struc- 
tures, have  deteriorated  due 
to  insufficient  funding  and 
deferred  maintenance. 
Underway  are  significant 
Strategic  Initiatives  to  reverse 
deterioration  and  systemati- 
cally modernize  facilities. 
They  include: 

•  Periodic  review  and  im- 
provement of  facility  main- 
tenance quality,  effective- 
ness, and  productivity 

•  Renewed  emphasis  on 
quality  (comfort,  cleanliness, 
and  safety),  from  the  pas- 
senger's perspective,  in 
passenger  area  cleaning 
and  routine  maintenance 
programs,  and  in  program- 
ming and  design  of  station 
renewals 

•  Programming  of  track, 
structure,  power,  signal  and 
communication  renewals  to 
systematically  improve 
operations  productivity  and 
quality  of  service 
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UNIT  COST  PRODUCTIVITY  OF  CTA  AND  PEER  TRANSIT  OPERATORS 


BUS  COST  PER  VEHICLE  HOUR 


CTA  does  well  when  compared  to  other  major  U.S.  transit  operators,  in  terms  of  the  cost  of  providing  service. 

Source:    Urban  Mass  Transportation  Administration, National  Urban  Mass  Transportation  Statistics 

Peer  Transit  Operators 

NYCTA  -  New  York  City  Transit  Authority 

SEPTA  -  Southeastern  Pennsylvania  Transportation  Authority  (Philadelphia) 

WMATA  -  Washington  (D.C.)  Metropolitan  Area  Transit  Authority 

MBTA  -  Massachusetts  Bay  Transportation  Authority  (Boston) 

SCRTD  -  Southern  California  Rapid  Transit  District  (Los  Angeles) 

MUNI  -  San  Francisco  Municipal  Railway 
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INTERNAL  AGENDA:    STRATEGIC  INITIATIVES 


Engineering  and  Capital  Worl<s  Management 

Responsibility  for  prioritization  and  implementation  of  capital 
improvement  projects  has  now  been  centralized  in  CTA's  new 
Capital  Planning  and  Construction  Branch.  This  permits  stronger 
management  focus  on  both  the  more  rapid  completion  of 
capital  projects  for  which  funding  is  already  in  hand  (including 
recently  expanded  state  funding),  as  well  as  further  expansion  of 
that  capital  funding  base  to  meet  projected  funding  shortfalls. 

The  key  short-term  capital  management  issue  for  CTA  is  to  get 
today's  higher  funding  level  prioritized  and  focused  on  specific 
projects  in  an  effective  manner.  The  challenge  for  engineering 
and  capital  management  staff  is  to  roughly  double  their  previ- 
ous capital  works  program  and  spend  it  in  a  more  effective 
manner;  not  just  renewing  old  assets,  but  replacing  them  with 
assets  of  greater  productivity  and  service  quality.  Capital  proj- 
ects that  result  in  operating  cost  savings  are  particularly  impor- 
tant. A  clearer  status  reporting  process  is  also  being  developed 
to  track  the  implementation  progress  of  each  capital  project. 
A  high  output,  efficient  capital  works  planning  and  engineering 
process  has  become  a  fundamental  requirement  if  further 
funding  is  expected  to  correct  projected  funding  deficiencies. 


Major  initiatives  that  are 
underway  or  planned: 

•  Completion  of  rapid  transit 
facilities  engineering  evalu- 
ation, including  replace- 
ment scheduling  require- 
ments and  costs 

•  Improvement  of  capital 
improvement  programming 
criteria  to  better  reflect 
quality  of  service,  productiv- 
ity, and  impact  on  patron- 
age measures 

•  Development  of  an  up- 
dated and  more  carefully 
prioritized,  time-staged 
Capital  Development  Plan 
and  Replacement  Program 

•  Organization  of  Capital 
Construction  units  to  focus 
on  rapid  execution  of 
funded  Capitol  Construction 
Program 


CTA  CAPITAL  IMPROVEMENT  PROGRAM 
BY  CATEGORY:    F.Y.  91-95 


1991  1993 


1992  1994 

Year  Programmed 


1995 


&  Communications 

I      I  IVIiscellaneous 

■H  Support  Facility 
^^  &  Equipment 

I      I  Track  &  Structure 
BB  Stations 
^H  Rolling  Stock 


CTA 's  capital  program 
allocates  expenditures  over 
a  variety  of  categories.  Bus 
system  expenditures  make 
up  25%  of  capital  needs  and 
rapid  transit  the  remainder. 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


Bus  and  Rail  Service 
Productivity 

Day-to-day  service  reliability 
makes  or  breaks  the  credibility 
thie  CTA  must  have  to  build 
markets  and  increase  patron- 
age, and  to  develop  accep- 
tance Vi/ith  the  public,  public 
officials,  and  community 
leaders.  Top-rated  service  in 
terms  of  quality,  effectiveness, 
and  productivity  derives  from 
effective  planning,  deploy- 
ment, monitoring,  and  supervi- 
sion of  labor  and  equipment, 
as  well  as  high-quality,  well- 
trained  bus  and  rail  operators, 
conductors,  and  ticket  agents. 


Major  initiatives  that  are  now 
underway  and  should  be 
continued  include: 

•  Implementation  of  service 
planning  and  evaluation 
guidelines,  and  a  systematic 
planning/evaluation  pro- 
gram, to  continually  adjust 
routes,  stops,  and  stations  to 
achieve  more  effective 
service  and  increase 
productivity.  An  annual 
Service  Standards  process  is 
now  in  place. 

•  Upgrading  and  moderniza- 
tion of  the  communications, 
control  and  supervision 
capability  that  provides 
minute-to-minute  service 
adjustment  to  improve 
flexibility  and  responsiveness 
to  unexpected  incidents 
(weather,  traffic,  equip- 
ment, passenger,  etc.)  that 
disrupt  service 


Experimentation  with  the 
use  of  traffic  signal  preemp- 
tion along  heavily  used  bus 
streets,  to  speed  bus  service 
and  achieve  higher  reliabil- 
ity 

Improvement  of  presenta- 
tion and  timeliness  of  critical 
management  reports,  to 
support  management 
decisions  at  appropriate 
levels 

Improvement  of  operating 
personnel  training,  with 
emphasis  on  technical, 
public  interaction  and 
supervisory  skills 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


Organizational 
Development 

The  CTA  commitment  to 
service  quality  and  excellence 
requires: 

•  A  clear  vision  and  sense  of 
purpose. 

•  Alignment  of  employees 
around  that  purpose. 

•  A  company  culture  that 
promotes  individual  growth. 

•  Decision-making  at  the 
lowest  possible  level. 

•  Teamwork  and  trust. 

Strengthened  pursuit  of 
these  organizational  goals 
calls  for  an  integrated  effort 
centering  on  the  functions  of 
executive  management,  staff 
development  and  improved 
internal  communications. 


Executive  Management 

A  revised  CTA  organiza- 
tional structure,  implemented 
in  1990,  established  a  stronger 
Executive  Committee  report- 
ing to  and  advising  the  Execu- 
tive Director.  Nine  major 
functional  branches  are  now 
headed  by  Deputy  Executive 
Directors,  who  sit  on  the 
Executive  Committee. 

In  general,  other  kinds  of 
management  improvements 
can  now  be  pursued  within 
the  improved  leadership, 
coordination  and  delegated 
decision-making  responsibility 
embodied  within  the  Executive 
Committee. 


Staff  Development 

Staff  Development  extends 
from  recruitment,  hiring,  initial 
training,  mid-career  training, 
job  category  refinement  and/ 
or  expansion,  through  reten- 
tion of  high-quality  employees. 
Such  employees  are  the  core 
of  a  service  organization  such 
as  the  CTA.  The  CTA  is  making 
major  strides  in: 

•  Improvement  of  recruiting 
and  hiring  programs,  with 
special  emphasis  on  internal 
promotions  as  appropriate. 

•  Expansion  of  training  pro- 
grams; in  particular,  man- 
agement and  supervisor 
training  programs,  and 
programs  in  skill  develop- 
ment. 

•  Implementation  of  team- 
building  mechanisms,  such 
as  management  retreats 
and  program  coordination 
and  development  commit- 
tees at  the  management 
level,  and  quality  circles  and 
pride-in-service  programs  at 
the  operational  level. 

•  Strengthening  of  recognition 
programs  for  employees 
with  exemplary  perform- 
ance. 

•  Improvements  in  career 
path  development  and 
career  counseling,  to  aid 
retention  of  highly  qualified 
employees. 


Internal  Communications 

Management  effectiveness 
and  staff  morale  revolve 
around  good  internal  commu- 
nications. There  are  two  as- 
pects here:  improved  commu- 
nication of  data,  analysis  and 
other  business  information,  and 
effective  cross-departmental 
sharing  and  understanding  of 
program  goals  and  missions, 
especially  of  the  impacts  of 
one  unit's  decisions  on  others. 
Open  communications  of  the 
second  type  reduce  barriers 
that  impede  the  effectiveness 
of  the  CTA. 

Strategic  Communication 
initiatives  are  underway  to: 

•  Improve  agency,  branch 
and  departmental  perform- 
ance reporting,  using  "Key 
Indicators"  of  service  and 
program  performance,  with 
emphasis  on  timeliness  and 
relevance  for  front-line  as 
well  as  policy  management. 

•  Improve  data  management 
structure,  including  up- 
grades of  agency  and  de- 
partment-level computer 
communication  capabilities, 
introduction  of  automation 
features  in  data  collection, 
and  integration  with  stand- 
alone data  systems. 

•  Improve  telephone  and 
radio  communication 
systems  and  office  produc- 
tivity systems. 

•  Continue  use  of  the  team- 
building  mechanisms  dis- 
cussed above,  plus  greater 
use  of  interdepartmental 
managers'  meetings  and 
task  forces. 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


Service  For  The  Disabled 

The  CTA  operates  a  de- 
mand-responsive, Dial-A-Ride 
service  that  in  1990  serviced 
nearly  one  million  elderly  and 
disabled  passengers.  This 
door-to-door  "Special  Serv- 
ices" paratransit  program  is 
provided  by  four  different 
private  carriers  under  contract 
to  CTA. 

In  addition,  in  1991,  CTA  will 
begin  operating  mainline  lift- 
equipped  service  over  its 
regularly  scheduled,  fixed- 
route  bus  network.  Twenty- 
one  lift  routes  will  initially  be 
operated  from  three  different 
garages,  expanding  to  35-45 
routes  and  5-6  garages  by 
1992.  The  CTA  is  now  commit- 
ted to  full  accessibility  on  the 
regular  fixed-route  bus  system, 
in  compliance  with  the  Ameri- 
cans with  Disabilities  Act  (ADA) 
passed  in  July  1990.  All  CTA 
buses  will  eventually  be  lift- 
equipped  through  the  regular 
bus  replacement  cycle. 


Much  remains  to  be  accom- 
plished. Key  initiatives 
include: 

•  Development  of  innovative 
methods  to  reduce  the 
average  cost  per  trip  on 
paratransit,  without  reduc- 
ing service  quality,  and 
utilization  of  the  savings  to 
potentially  expand  service. 

•  The  CTA  taxicab  pilot  pro- 
gram, based  on  user-side 
subsidies  designed  to  re- 
duce per  trip  cost,  is  an 
example  now  being  imple- 
mented. 

•  Implementation  of  a  pro- 
gram to  increase  the  num- 
ber of  accessible  stations  on 
the  rapid  transit  system. 

•  Continuous  monitoring  and 
evaluation  of  the  deploy- 
ment of  lift-equipped  buses, 
and  marketing,  service,  and 
route  adjustments  to  en- 
courage use  by  disabled 
persons. 


On  the  rapid  transit  system, 
15  stations  are  presently 
equipped  with  elevators  and 
other  modifications  that  permit 
wheelchair  access  to  plat- 
forms. By  1994,  with  new  rail 
cars  on  order,  1 ,050  of  CTA's 
expanded  fleet  of  1 ,330  rail 
cars  will  be  equipped  to 
accommodate  persons  in 
wheelchairs.  Funding  needs 
and  priorities  associated  with  a 
program  of  making  other  "key 
stations"  fully  accessible  are 
currently  under  study.  A  5- 
year  program  of  station  up- 
grading, rehabilitation,  and 
redevelopment  will  be  coordi- 
nated within  CTA's  overall 
capital  improvement  program. 


SPECIAL  SERVICES  RIDERSHIP 

1982  -  1990 

^  1000 

(in  thousands)                                                                               930.8 
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Ridership  on  CTA's  mobility  limited  special  services  has  been  constrained  by 
service  available.  Ridership  has  consistantly  grown  v/ith  service  levels. 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


Pricing  Policy 

In  addition  to  establishiing  a 
regional  public  funding  frame- 
work, the  RTA  Reform  Act  of 
1983  imposes  a  regional  re- 
quirement that  50%  of  total 
transit  operating  expenses  be 
derived  from  system-gener- 
ated revenues,  System-gener- 
ated revenues  are  primarily 
passenger-fare  revenues  — 
cash  fares  and  pass  and  token 
sales  —  but  also  include  state 
reimbursement  for  reduced 
fare  passengers,  and,  to  a 
much  lesser  extent,  advertising 
revenues,  property  rentals,  and 
tours  and  charters. 


This  requirement,  commonly 
called  the  Farebox  Recovery 
Ratio  Requirement,  causes  the 
CTA  to  regularly  increase 
passenger-fare  revenues, 
generally  to  keep  pace  with 
operating  cost  growth.  This 
means,  for  example,  that  if 
CTA  patronage  is  constant, 
average  passenger  fares  must 
increase  at  the  same  rate  as 
any  inflationary  growth  in 
operating  costs.  If  patronage 
is  declining,  fares  must  in- 
crease at  a  higher  rate;  only  if 
patronage  is  increasing  can 
fares  increase  at  a  lower  rote, 


IMPLICATIONS  OF  RTA 
RECOVERY  RATIO  REQUIREMENT 


A  10%  increase  in  Operating  Expense 
requires  a  10%  increase  in  Operating 
Revenue  and  Public  Funding 


Operating 
Expense 


Operating 
Revenue 


Public 
Funding 


The  farebox  recovery  ratio  requirement  calls  for  at  least  tialf  of  all  operating  expenses  to  be  covered  by 
passenger  revenues.  For  example,  a  $70  million  expense  increase  requires  a  $35  million  fare  increase, 
assuming  that  increased  public  funding  is  also  a  vailable.  If  increased  public  funding  is  notavailable,  expense 
growth  must  be  curtailed  or  fares  increased  even  higher. 


Forecasts  indicate  that 
patronage  will  be  fairly  stable 
over  the  next  few  years.  The 
CTA  Board  consequently 
intends  to  move  to  regular, 
annual  fare  adjustments  that 
are: 

•  Commensurate  with 
inflation 

•  Relatively  small,  and  with  a 
negligible  impact  on  rider- 
ship 

•  Anticipated  and  accepted 
by  the  public 

The  challenge  is  to  increase 
passenger  revenues  without 
harming  essential  CTA  markets, 
and  minimizing  any  possible 
patronage  losses.  The  con- 
sumer-based fare  structure 
adopted  in  1990  represents  a 
major  new  policy  direction 
along  these  lines.  Several 
basic  fare  structure  goals  were 
pursued, 

Major  continuing  initiatives 
include: 

•  Evaluation  of  the  1990  fare 
restructuring,  with  further 
research  and  formulation  of 
ongoing  options. 

•  Accelerated  implementa- 
tion of  automated  fare 
collection  technology, 
following  a  major  new 
initiative  funded  for  1 991 . 

•  Implementation  of  programs 
to  increase  use  of  multiple- 
ride  fare  media, 

•  Implementation  of  an 
aggressive  program  for 
employer-marketed  fare 
media,  with  tax-code- 
permitted  employer  contri- 
butions. 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


FARE  STRUCTURE  GOALS 

•  Meet  operating  revenue  needs 

•  Maintain  or  increase  patronage 

•  Maintain  or  improve  passenger  convenience  and  equity 

•  Minimize  costs  of  fore  collection 

•  Maximize  reliability  and  security  of  fore  collection 


FARE  STRUCTURE  POLICIES 

Regular  fare  adjustments 

Reflect  service  quality 

Reflect  service  cost 

Maximum  convenience 

Positive  ridership  impact 

Elderly/disabled  reduced  fares 

Special  fore  categories 

Increase  prepaid  fares 

Ease  of  implementation 

Exact  fare  required 

Minimize  fore  cheating 

Minimize  cash-handling 

Increase  use  of  automated  equipment 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


Market  Development 

Opportunities 

With  population,  employ- 
ment, and  household  change 
torecasted  for  the  CTA  service 
area  over  the  coming  years, 
major  opportunities  exist  to 
re-orient  CTA  service  to  better 
meet  the  region's  transit 
needs.  Opportunities  for 
increased  transit  ridership  are 
also  associated  v^ith  national 
as  well  as  regional  concerns 
about  automobile  congestion, 
air  quality  and  energy  conser- 
vation, and  transportation  for 
disabled  persons. 

A  range  of  scenarios  was 
investigated  that  tested  the 
plausible  extremes  of  both  the 
amount  and  distribution  of 
economic  growth  within  the 
region  and  Chicago.  These 
forecasts  indicated  that  under- 
lying CTA  patronage  will  be 
stable.  The  range  is  from  a 
high  patronage  growth  of  0.8% 
per  year  to  a  low  of  minus  0.3% 
per  year. 

Rapid  transit  system  patron- 
age was  shown  to  be  more 
sensitive  to  employment, 
particularly  within  downtown 
Chicago,  while  bus  system 
patronage  was  shown  to  be 
sensitive  to  service  area  popu- 
lation and  household  changes. 


Further  market  development 
opportunities  derive  from  what 
the  scenarios  did  not  test. 
These  involve  actions  that  can 
be  undertaken  by  CTA  man- 
agement to  improve  market 
performance.  The  scenario 
testing  assumed  that  CTA's 
market  share  in  the  different 
markets  it  serves  would  be 
constant. 

A  reversal  of  the  mind-set 
that  the  CTA  offers  "mass 
transit"  that  serves  a  "mass 
market"  offers  additional 
opportunities  to  exploit  specific 
sub-markets,  where  service  is 
designed,  operated,  and 
marketed  to  emphasize  tran- 
sit's service  advantages  to 
specific  market  segments. 
Further  ridership  gains  can 
and  should  be  vigorously 
pursued. 


Market  Development  Strategy 

Market  development 
consists  of  research,  planning, 
operations  and  marketing 
activities  aimed  at  improving 
CTA  patronage  through: 

•  Identifying  served,  partially 
served,  and  unserved 
markets 

•  Defining  these  markets  in 
terms  of  size,  potential 
change  and  individual 
traveler  characteristics 

•  Exploiting  high-potential 
growth  markets  with  service 
modifications  and  market- 
ing initiatives 


CTA  MARKET  GROWTH  PROJECTIONS 
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CTA  market  forcasis  indicate  a  stable  underlying  patronage  future,  based  on  a 
continuation  of  existing  fare  and  service  policies,  and  the  assumption  that  compe- 
tive  modes  ■  primarily  auto  ■  do  not  change  in  relative  price  or  convenience. 
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INTERNAL  AGENDA:     STRATEGIC  INITIATIVES 


ILLUSTRATIVE  MARKET  SEGMENTS 

Central  Area  employees 

Cer^tral  Area  residents 

Disabled  persons 

O'Hare  air  travelers 

O'Hare  area  employees 

City  residents  employed  in  suburbs  ("reverse  commuters") 

South  Corridor  residents  employed  in  Central  Area 

Off-peak,  non-work  travelers 

Senior  citizens 

Ravensv\/ood  Corridor  residents  employed  in  Central  Area 


Market  development  is 
supported  by  consistent 
operation  ot  hiigti-quolity 
service  in  terms  of  conve- 
nience, reliability,  safety  and 
security,  and  comfort  and 
cleanliness,  and  by  a  general 
marketing  program  emphiasiz- 
ing  the  benefits  of  riding  thie 
CTA. 

Specific  market  develop- 
ment initiatives  underway 
include: 

•  Improvements  in  market 
research]  to  better  identify, 
evaluate,  and  address 
market  segments 

•  Expedited  service  develop- 
ment process  to  rapidly 
implement  service  modifica- 
tions 

•  An  individualized  marketing 
program  oriented  to  specific 
sub-markets 

•  A  reinvigorated  program  to 
improve  customer  aware- 
ness of  individual  routes  and 
service. 


•  Working  withi  ttie  City  to- 
ward adoption  of  a  "Transit 
First"  philosophy  as  it  applies 
to  Central  Area  planning 
and  the  development 
review  and  approval  pro- 
cess 

In  addition,  CTA  should 
continue  working  with  the  City 
in  planning  for  a  Central  Area 


Circulator,  a  proposed  light  rail 
system  that  would  greatly 
improve  transit  service  for  the 
larger  downtown  area  market. 

The  proposed  third  airport  in 
the  Lake  Calumet  area  could 
also  have  a  dramatic  impact 
on  CTA  service,  ridership,  and 
markets. 


CTA  TRAVEL  MARKET  SURVEY: 
MODE  ATTRIBUTE  RATINGS 
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CTA  services  are  operated  in  a  competitive  marl<et  place,  where  CTA  customers 
continually  evaluate  CTA  bus  and  rapid  transit  against  available  alternatives  - 
primarily  the  auto.  Areas  of  comparative  strength  (inexpensive,  know  how  to  use, 
parking  cost)  need  to  be  emphasized  and  areas  of  weakness  (for  example,  safe  from 
rime  and  comfortable  and  clean)  need  to  be  strengthened. 
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Implementation 

The  Strategic  Framework 
provides  guidelines  for  furthier, 
more  detailed  decision-making 
and  implementation  by  thie 
Ctiicago  Transit  Board,  Execu- 
tive Management  and  every 
organizational  unit  v^ithiin  \he 
CTA. 

A  key  step,  to  assure  coordi- 
nated implementation,  is  the 
development  of  an  Annual 
Strategic  Agenda  at  the  outset 
of  the  annual  budgeting  and 
capital  programming  cycle. 
As  indicated  in  the  chart  on 
page  22,  the  development  of 
the  Strategic  Agenda  should 
take  place  in  the  first  few 
months  of  the  year,  and  should 
be  reviewed  with  the  Chicago 
Transit  Board  during  the  sec- 
ond quarter. 

The  Strategic  Agenda 
contains  the  high-priority 
strategic  initiatives  of  the 
agency,  with  steps  towards 
accomplishment  outlined  over 
a  several-year  time  horizon.  It 
becomes  an  important  basis 
and  direction  for  developing 
the  more  detailed  annual 
budget  and  capital  program, 
and  establishes  reference 
points  to  track  progress  in 
implementation.  (Without  this 
important  linkage,  the  plan- 
ning process  quickly  loses 
relevance.) 


Each  year  the  agenda- 
building  process  begins  with 
an  assessment  of: 

•  The  external  environment  — 
political,  market,  financial 
and  environmental 

•  Changes  in  various  meas- 
ures of  service  productivity 
and  effectiveness 

•  Progress  towards  accom- 
plishing prior  initiatives 

•  Changes  in  agency 
priorities 

The  assessment  will  suggest 
actions:  new  programs  or 
projects,  modification  to 
existing  ones,  and  discontinu- 
ation of  others.  These 
should  include  preliminary 
target  dates  recommended 
by  staff  to  guide  the  Board  in 
its  decision-making. 

Responsibilities 

External  Agenda.  The  issues 
of  the  external  agenda  require 
the  leadership  and  guidance 
of  the  Chicago  Transit  Board. 
To  this  end,  the  Board  has 
assigned  the  strategic  plan- 
ning function  to  the  Strategic 
Planning  Committee.  This  ad- 
ditional committee  function  is 
to  provide  direction  in  en- 
hancing the  credibility  of  the 
CTA  within  the  intergovern- 
mental arena,  and  stimulating 
the  regional  decision-making 
process  to  enact  a  new  and 
more  balanced  institutional 
and  financial  arrangement. 


Secondarily,  the  committee 
plays  an  additional  oversight 
and  priority-setting  role  in  staff 
execution  of  the  Internal 
Agenda. 

Internal  Agenda.  The 

internal  agenda  provides  a 
framework  that  involves  virtu- 
ally every  organizational  unit 
of  the  CTA.  The  responsibility 
for  creating  the  enthusiasm  for 
change  and  coordinating 
the  many  aspects  of  the 
Strategic  Agenda  rests  with 
Executive  Management, 
through  the  Executive  Director 
and  the  Executive  Committee. 
A  long-range  management 
committee  from  key  depart- 
ments, the  Strategic  Planning 
Committee,  should  oversee 
the  preparation  of  the  Strate- 
gic Agenda,  monitor  and 
report  the  progress  on  initia- 
tives, and  develop  and  plan 
new  initiatives. 
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IMPLEMENTATION 


CONTINUING  PLANNING,  PROGRAMMING, 
&  BUDGETING  PROCESS 


Annual  Strategic  Agenda 
and  Plan  Update 


Planning  Committee 


Program  Review  and  New 
Initiatives  Formulation 


Branches 


Draft  Budgets* 
to  RTA 


Draft  New  Initiatives 
to  RTA 


RTA  Budget  Marl<s 


Revised  Budgets 
To  RTA/CTA  Boards 


•CTA  Budget 
Hearings 


CTA  Budget  Adoption' 


RTA 


Budget  Adoption- 


FIRST  QUARTER   SECOND  QUARTER  THIRD  QUARTER  FOURTH  QUARTER 

*Baseline  Operating  and  Capital  Budgets 


Implementation  of  the  Strategic  Framework  occurs  via  the  preparation  and  adoption  of  an  Annual  Strategic  Agenda  and  Plan 
Update  as  a  part  of  the  Annual  Budget  Cycle. 
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EXTERNAL  PRIORITIES 

1 .  'Renegotiate  the  funding 
structure  established  in  1983 
RTA  Reform  Act 

2.  'Through  city,  transit  industry 
and  congressionai  resources, 
seek  to  reinvigorate  federal 
role  in  urban  public  transpor- 
tation investment 

3.  'Undertal<e  an  assessment  of 
policy-oriented  iong-range 
service  options 

4.  Establish  alternate  priorities  of 
capital  investments  neces- 
sary to  support  iong-range 
service  options 

5.  'implement  strategic  initia- 
tives that  improve  quality, 
effectiveness,  and  productiv- 
ity of  CTA  services  v\/ithin 
existing  external  constraints 

6.  'Establish  on  institutional 
marketing  program  that  links 
the  CTA  to  long-term  regional 
economic  viability,  environ- 
mental and  energy  benefits, 
and  positive  aspects  of 
Chicago  urban  living 

INTERNAL  PRIORITIES: 

CAPITAL  INVESTMENTS 
ADMINISTRATION 

1.  'Consolidate  capital  invest- 
ment units  and  elevate  in 
organizational  structure 

2.  'Improve  capital  program- 
ming criteria  to  better 
capture  quality  of  service, 
productivity  and  impact  on 
patronage  measures 

3.  'Complete  rapid  transit 
facilities  engineering  evalu- 
ation 

4.  Develop  Capital  Develop- 
ment Plan  and  Replacement 
program  bosed  on  overall 
service  plan,  as  developed  in 
relation  to  the  external 
agenda 


5.  Relate  year  of  expenditure 
schedules  to  reasonable 
system  element  replacement 
needs  and  balanced  service 
plans 

6.  Organize  Capital  Construc- 
tion units  to  focus  on  rapid 
execution  of  funded  Capitol 
Construction  Program 

7.  Establish  a  Project  Tracking 
System  that  highlights  devia- 
tions from  schedule  or 

budget 

SERVICE  QUALITY 

1 .  'Implement  adopted  service 
standard  guidelines  and 
establish  a  service  monitoring 
and  appraisal  system 

2.  Develop  programs  to  im- 
prove absenteeism  and 
reduce  size  of  extra  boards 
through  a  cooperative  labor- 
management  process 

3.  Develop  programs  to  better 
track  schedule  performance, 
increase  self  management 
by  drivers,  improve  role  of 

supervisors 

4.  'Test  and  evaluate,  via  the 
Communications  Implemen- 
tation Task  Force,  the  poten- 
tial for  automatic  vehicle 
location  and  control  systems 
to  improve  service  manage- 
ment 

5.  'Improve  existing  manage- 
ment information  systems  to 
consolidate  separate  stand- 
alone systems  of  ridership/ 
revenue  accounting,  sched- 
ule development,  pick  time- 
keeping, etc. 

6.  'Continue  to  improve  training 
programs  w/ith  emphasis  on 
technical  skills,  public  interac- 
tion skills  and  supervisory 
skills 


VEHICLE  MAINTENANCE 

1.  'As  a  part  of  Vehicle  Mainte- 
nance plans,  maintain  and 
improve  bus  and  rail  car 
maintenance  quality,  effec- 
tiveness and  productivity 
guidelines 

2.  Strengthen  preventive 
maintenance  programs  to 
include  periodic  inspections 
and/or  component  change 
outs 

3.  Program  maintenance  facility 
improvements  and  equip- 
ment and  rolling  stock 
purchases  with  higher  priority 
to  quality  output,  better 
customer  perceptions,  and 
employee  effectiveness 

4.  Emphasize  quality  in  vehicle 
cleaning  and  routine  mainte- 
nance 

5.  Develop  more  productive 
and  higher  quality  mainte- 
nance procedures  through  a 
cooperative  labor  manage- 
ment process 

6.  Redesign  existing  manage- 
ment information  systems  to 
monitor  performance,  record 
vehicle/component  status, 
monitor  inventory  and  pur- 
chase of  parts  and  track 
repairs 

7.  Continue  to  improve  training 
progroms  for  basic  skills, 
quality  improvement,  and 
foreman  supervisory  skills 

8.  Continue  Maintenance 
Quality  Circle  Program 


*  Priority  action  item 
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SUMMARY  OF  STRATEGIC  INITIATIVES 


FACILITIES  MAINTENANCE 

1.  "As  part  of  Facility  Mainte- 
nance Plan,  maintain  and 
improve  Facility  Maintenance 
quality,  effectiveness  and 
productivity  guidelines  and 
periodically  compare 
performance 

2.  Program  station  renew/als  and 
designs  to  emphasize  cleanli- 
ness and  safety  to  greatest 
numbers  of  passengers 

3.  Emphasize  quality  from 
passenger  perspective  in 
station  cleaning  and  routine 
maintenance  programs 

4.  Program  track,  structure, 
power,  signal  and  communi- 
cations renewals  to  systemati- 
cally improve  operations 
productivity  and  quality  of 
service 

5.  Improve  training  &  em- 
ployee participation  pro- 
grams with  emphasis  on 
technical  sl<ills,  interpersonal 
relationships  &  supervisory  skills 

MANAGEMENT 
PERFORMANCE 

1.  'Implement  long-range 
management  information 
system  plan  with  emphasis  on 
department  level  capabilities 

2.  "Strengthen  authority,  respon- 
sibilitv  and  accountability  of 
organization  unit  managers  to 
carry  out  unit  programs 
cost-effectively;  reduce 
organization  reporting  layers 

3.  Improve  agency  and  branch 
performance  reporting,  in 
terms  of  "key  indicators"  of 
service  and  program  effec- 
tiveness 

4.  Improve  cross-departmental 
communications  through 
interdepartmental  manager's 
meetings,  interdepartmental 
task  forces,  and  greater  use 
of  electronic  mail 


5.  Implement  team  building/ 
integrative  mechanisms: 
management  retreats,  policy 
development  committees  at 
management  level;  quality 
circles,  pride  in  service 
programs  at  operational  level 

6.  Improve  recruiting/hiring 
programs  for  professionol  and 
management  positions;  first, 
from  CTA  sources  and  secon- 
darily from  outside 

7.  Expand  successful  manage- 
ment training 

8.  Initiate  a  professional  and 
management  (exempt) 
employee  development 
program  of  incentive/rewords 
programs  and  career  path 
and  succession  planning 

9.  "Continue  cost  component 
analyses  of  CTA  operating 
and  non-operating  budget, 
programs  and  projects 

10.  Continue  to  perform  and 
improve  patronage,  revenue, 
and  cost  trend  analysis  with 
forecasts  of  potential  future 
conditions 

11.  Evaluate  and  implement 
sensible  opportunities  for 
increased  contracting  of 
support  services 

FARE  POLICIES 

1.  "Evaluate  new  fare  policy 
structure  and  formulate 
longer-term  fore  policy 

2.  "Accelerate  implementation 
of  automated  fare  collection 
technology 

3.  Implement  programs  to 
increase  use  of  multiple-ride 
fare  medio 

4.  Implement  on  aggressive 
program  for  employer- 
marketed  fare  media  with  tax 
code-permitted  employer 
contribution 


5.  Move  to  regular  (annual)  fare 
adjustments  based  on 

inflation 

6.  Incorporate  fare  structure 
considerotion  in  long-range 
service  alternatives  analysis 

MARKET  DEVELOPMENT 

1.  "Improve  market  research 
and  development  program 
to  identify  and  define  individ- 
ual markets  and  transit 
service  desires  and  needs 

2.  "Improve  service  develop- 
ment process  to  rapidly 
implement  service  changes 
to  exploit  travel  markets 

3.  Establish  marketing  initiatives 
program  that  exploits  identi- 
fied and  defined  travel 
markets 

4.  Reinvigorate  program  to 
improve  customer  awareness 
of  individual  services  through 
increased  publication  and 
distribution  of  schedules 

5.  Establish  landuse/tronsporta- 
tion  decision-making  partner- 
ship with  City 

SERVICE  FOR 
DISABLED  PERSONS 

1.  Implement  and  evaluate 
planned  deployment  of 
lift-equipped  buses 

2.  Develop  innovative  methods 
to  reduce  average  cost  per 
trip  on  parotransit 

3.  Implement  program  to 
increase  number  of  acces- 
sible stations  on  rapid  transit 
system 

4.  "Implement  program  to 
conform  to  requirements  of 
Americans  with  Disabilities 
Act 


*  Priority  acfion  item 
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